Abstract
Introduction
With currently more than 60% of Internet users involved in social networking sites (SNSs) and three SNSs appearing in the world's top 10 visited websites in 2013, more organizations use SNSs' tools for advertisement and communication with users. Social networking sites such as Facebook enhance the level of collaboration between users by allowing them to connect with friends or colleagues, recommend links, and use software applications [1] .
Social relationship management has been defined as "a philosophy and a business strategy, supported by a technology platform, business rules, processes and social characteristics, designed to engage the in a collaborative conversation in order to provide mutually beneficial value in a trusted & transparent business environment." [2, p.413] . Social CRM is supported by organizational strategies and culture as well as technology platforms and processes, and facilitates engagement and establishes mutually beneficial relationships [3] . Increasing customers' loyalty and building a long-term relationship with them are essential objectives of CRM systems, and social networking sites present a new communication channel for organizations to create value through expanding and supporting long term relationships. SNSs enable organizations to increase customers' loyalty through impacting on their perceived value, satisfaction, and knowledge about products and services [1] .
Despite the growing popularity of SNSs, few studies have investigated factors that influence the use of these websites for business [4, 5] . While traditional customer relation systems were in control of organizations to manage relationships with customers, with SNSs organizations are no longer in control of this relationship [6] . Instead, customers have now the power to drive the conversation and therefore organizations need to use new strategies to recognize the importance of SNSs by addressing the social aspect of relationship management [7] .
The objective of this study is therefore to address this gap by identifying the critical success factors that need to be properly managed, if a business wants to effectively use SNSs for customer relationship management. This study uses a triangular data collection approach, including literature review, interview with SNSs practitioners, and content analysis of an online discussion forum in order to discover what factors are critical for a business that must be given an especial and continual attention to bring about a high social CRM performance.
Background

Literature Review
Social networking sites are web-based services that allow individuals to (1) construct a public or semipublic profile within a bounded system, (2) articulate a list of other users with whom they share a connection, and (3) view and traverse their list of connections and those made by others within the system [8] . SNSs are slightly different in mechanism, but most of them support their members with various tools and features to enable them to build a sense of community in an informal and friendly way [5, 9] . Through an SNS, people interact with each other in a common information space and participate in a variety of interactive and social activities such as posting information, photo sharing, tagging, organizing events, and so on [10] .
SNSs such as Facebook allow businesses to have a two-way and personal relationship with their customers, compared to the one-way and impersonal connection in other advertising methods. Through initiatives such as group buying, co-purchasing, and spreading word of mouth, social media and SNSs have enabled organizations to establish and strengthen relationship with customers [10] . Research shows that the behavior of people in online social networks is different from their behavior in traditional social networks [11] , and accordingly organizations need to improve their knowledge about using SNSs for interacting with their customers [7] . However, organizations have not yet been successful in their adoption of SNSs, since they have a lack of clear understanding of what these websites are, and what forms they can take [4] .
Critical Success Factor Models
Critical success factors (CSFs) are "those few things that must go well to ensure success for a manager or an organization, and, therefore, they represent those managerial or enterprise areas that must be given special and continual attention to bring about high performance" [12, p17] . Researchers have intensively used the CSF approach to systematically identify key factors that have to be properly managed by an organization to be able to successfully achieve business objectives. In particular, this approach has been used to determine the important issues for organizations to succeed in offline and online marketing and advertisement plans. For example, Kim et al [13] investigated virtual communities as a marketing channel and analyzed critical success factors related to using this channel for advertisement. Other researchers have examined CSFs in one-to-one web marketing and emphasized on the role of information and communication technology as a critical success factor for marketing products [14] .
This current study has used Rockart's guidelines for developing a CSF model [15] . According to Rockart, a CSF model addresses two key components, which are (a) identification of factors and (b) determination of their relative importance:
Factor identification: Factor identification requires determination of the level of analysis as well as the identification techniques. Among different levels of analysis, the current study uses a firm specific level.
This level utilizes an emphasis on the firm's internal matters to provide a link to possible factors [15] . Furthermore, this study has used expert interviews as well as review of the literature and analysis of an online discussion forum as the identification techniques.
Relative importance: next, a CSF model needs to demonstrate the relative importance of the factors identified in the previous step. Relative importance indicates which factors have a higher likelihood of helping a business to achieve particular goals [15] . This study has used Q-sort methodology in order to determine the relative importance of the factors. This method searches for connections between topics spanning a variety of factors. These varying viewpoints that come from the result of the survey are then reduced down into a few factors that are a representation of common ways of thinking about that topic. These data sets are collected from participants by their ranking of a number of "Q sorts". This enables a picture to be gathered about the topics in relation to each other, rather than individually.
Activity Theory
Activity Theory explains organizations' focus and their purpose of using a particular initiative. In this theory, the object (the thing being done) of an activity identifies the activity's purpose and intention, while a subject is an individual or a group which undertakes an activity with particular motive(s) [16, 17] . When used in the context of social networking sites (SNSs), Activity Theory can provide a holistic and insightful way of describing how organizations may use the same tool (i.e. Facebook) for a particular purpose (i.e. customer relationship management). An activity may influence or maybe influenced by its social context [16] , and thus different subjects may perform an activity differently and may achieve different outcomes from a similar activity. It is important, according to this theory, to critically analyze and identify significant activities of organizations as well as the actions that they take for achieving particular purposes.
The notions suggested by Activity Theory therefore have motivated this study to examine organizations' purpose of using SNSs for CRM. To this end, this study uses a set of three sources for determining the key ways and factors that SMEs use for using Facebook for CRM purposes: 1) SNS and other related literature, 2) digitalpoint.com, a website for online discussion about SNSs, 3) interviews with practitioners and experts. By collecting data from these sources, it is expected that by achieving a comprehensive set of activities undertaken by organizations, a roadmap for other organizations can be recommended for a successful social CRM on the Facebook platform
Data Collection
Factors from the literature
This section reviews the SNS literature to extract factors, which may play a role in customer relationship management on social networking sites. A review of the literature in the fields of 'social networking sites', 'customer relationship management' has been conducted on scholar.google.com to find papers that have explicitly reported one or more factors relevant to this study. Gu et al [18] examined customer loyalty for social network sites and found that perceived value, satisfaction, and consumer knowledge are important factors for maintain customer loyalty. Social CRM provides a platform for open communication between companies and their customers [19] . This platform has a number of important characteristics including: a conversation-centric platform, all customers can participate in the market, tools are available for community management, a dynamic and evolving environment, sustained customer engagement, and many to many relationships between customers and companies.
Kaplan and Haenlein [4] have investigated the use of social media by organizations, and suggest 10 pieces of advice for companies to consider when deciding to use social media: 1) choose the right social media based on the group target to be reached and the message to be communicated, 2) analyze and decide whether it is more beneficial to join one of the existing social media applications or to make your own platform, 3) make sure that all social media activities are aligned with each other, 4) integrate the social media activities, 5) give right access to the employees of the company to be able to contribute to company's social media activities, 6) be active in giving fresh content and in engaging with customers, 7) be interesting, 8) be humble, 9) be professional, and 10) be honest.
Nonprofit organizations have also been encouraged to use social networking sites in various ways, such as online causes, and to be transparent in communication with their users [20] . Organizations should provide a description of their business, tell stories about their activities, provide videos and pictures to establish connection with users, and make contact details of the individuals who are responsible for maintaining the social networking site available for users. It is important that social networking sites properly manage distribution of information in a form of posting links to external websites and news content, provide information about the organization and its activities, post added value information such as videos and pictures, and create discussion forums or spaces to answer users' questions and post announcements [21] .
Online advertisement in social media and search engine environments is growing rapidly and becoming increasingly complex [22] . Advertisers should increasingly rely on third party experts and more advanced tools to improve the efficiency of their campaigns. For example, third party experts can help organizations to identify the most appropriate search terms and how much to bid on them [22] . Organizations therefore must closely monitor the outcomes of their online activities through using analytic tools.
Organizations need to have competencies in keyword selection, managing and monitoring performance, realizing click fraud and integrating paid search with other forms of advertising [23] . Another important factor in using search engine advertising is commitment to constant monitor, as many organizations rarely monitor their advertising performance [23] .
A survey of 95 companies found that advertisers have serious difficulties in measuring achievements and outcomes of their marketing practice [24] . They also highlighted that advertisers must analyze and measure their marketing outcomes with appropriate tools and feed them back into their strategic decision making process. A lack of knowledge and expertise in the field as well as commitment to the campaign by dedicating adequate amounts of time, budget and resources, and managing keywords were among other difficulties organizations have experienced.
Another study found that poor marketing planning, lack of e-marketing expertise and competencies, lack of training, lack of commitment (not assigning enough resources), and absence of measuring and monitoring PPC effectiveness are the key factors are factors that act as deterrents in achieving PPC success and effectiveness [25] .
Managing and tracking tools are playing an important role in communicating with users through search engine and social media advertisement [26] . In particular, independent third party tools are helpful in handling the advertising campaign when the campaign becomes more complex, and that sometimes it is essential to have an expert backing up how the campaign is progressing.
An assessment of content of 275 nonprofit organizations on Facebook found that while these organizations have created a Facebook profile with some information about their organization and links to external news websites, they failed to take advantage of various available communication opportunities on Facebook [27] . For example, these organizations had rarely used videos and pictures taken by their volunteers, press releases, and information their companies and activities.
All factors from the above studies were considered. Repeated factors were removed and similar ones were then consolidated. Based on the factors' meanings, a name was chosen for the consolidated factors. Below is the list of the resulted factors without any order: 1) Ability to measure & monitor outcomes 2) Level of knowledge and expertise about SNS 3) Being committed to SNS task 4) Using external experts 5) Integrating SNS activities with other forms of marketing 6) Connecting SNS Ads to appropriate landing page 7) Ability to detect click frauds 8) Relevancy of Ad text to search terms 9) Provide an added value within your campaign (e.g. iPhone application, a product forum, videos) 10) Let the users/consumers participate 11) Regular updates on the SNS 12) Try to be honest and authentic during the campaign 13) Try to tell a story about your organization 14) Company's experience in SNS 15) Be, work, and think customer-centric 16) Understand that social networking channels are different from each other and need separate attention 17) Prepare/train your employees
Factors from Forums.digitalpoint.com
The second source of data for this study is Forums.digitalpoint.com. Online textual discussions are rich and insightful sources of information for user behaviour preferences and analysis [28, 29] . This study has examined the content of a forum on Forums.digitalpoint.com to investigate the factors that forum members found important for organizations to communicate with users on Facebook. DigitalPoint is a large website which contains business and information technology discussion forums such as search engines, online marketing, social networks and website design and development. DigitalPoint helps new and professional web users to ask questions and exchange ideas and experiences and to participate in discussions on a variety of topics related to the digital world. It is free for users to register and participate in the forums. DigitalPoint has strict rules and policies, which maintain the quality and relevance of forum discussions.
A thematic analysis technique has been used to capture the presence and frequency of occurrence of concepts presented in the text either explicitly (as a word or a phrase) or implicitly [30] . Themes are patterns across data sets, and in this paper words or concepts related to interaction with customers on SNSs and Facebook have been considered as themes. A six steps method has been used for this analysis [31] : (1) familiarization with data: the online Facebook forum has been carefully examined to get familiarized with the different types of messages posted to this forum; (2) generating initial codes; any content in relation to organizations' interactions with customers on their Facebook page have been considered a relevant content for coding and unrelated content has been removed from the analysis. The content of all discussions was copied into Nvivo software as a raw file. Message threads were then carefully read and information in relation to customer relationship strategies or solutions to any issues was identified with different colors; (3) searching for themes among codes; the colored codes were assessed and the similar ones were aggregated as a specific theme. For each theme a node was created in the Nvivo software program and relevant content to that theme were copied into that node; (4) reviewing themes; these themes were then reviewed and those with a similar meaning were consolidated and their corresponding nodes and content were merged; (5) defining and naming themes; the final achieved themes were considered as strategies for communicating with customers on organizations' Facebook page. These strategies were then named based on the meaning they reflected; (6) producing the final report: a list of final strategies have then been emerged and developed. At the time of analysis, February 2012, more than 2600 threads of discussions were available in this forum, covering a variety of topics with some threads having more than 100 responses from the members. Firstly, threads with no responses were removed. Also those threads with irrelevant topics to the objectives of this study, such as participants' favorite games and applications or making money on Facebook, were excluded from analysis. This left 300 threads for analysis. The content of the selected threads were then transferred to Nvivo for analysis. Thematic analysis was used as explained earlier to capture the presence and frequency of occurrence of factors that were related to communication with users on Facebook. A name was then assigned to each extracted factor. Finally, to examine inter-rater reliability of coding, a PhD graduate was recruited and trained to randomly select twenty percent of the total messages and code them based on instructions provided. Results showed an acceptable inter-rater reliability of 0.88. These factors are shown in Table 1. This table also shows examples of quotes for each factor. In comparison to the factors discovered in 3.1, this section found a number of following new factors:
x Develop a strategic SNS plan: This plan has to outline SNS missions and long term development activities and also it needs to address strategies for dealing with negative comments and their potential consequences. In addition, forum participants stressed that a strategic plan need to identify target customers and develop the content based on their interest. x Contribute to other similar community pages: this will help organizations to attract new users to their Facebook page and also to learn about strategies other organizations use to interact with users. x Use Facebook paid advertising: Forum participants found Facebook advertising a useful tool in attracting new users to the organization's page for promoting new products and services and also for promoting events and discounts. x Provide a lot of giveaway information: Facebook users like free and relevant information. When organizations provide giveaway information, users are more likely to join the organization's page and regularly check it.
x Design appealing pages: In particular, forum participants indicated that a quality design for the 'welcome page' to give a good first impression to users is important. For example, organizations can use Facebook tools, such as iframe, to incorporate a mini version of their website into their Facebook page.
Factors from Interviews
Interviews are useful when CSF models are used as an information system-planning tool to provide recommendations to managers [12, 15] . Twenty Australian organizations were interviewed in this study in two rounds. Appendix 1 shows the questions asked in the interviews.
Snowball sampling was used to recruit participants for the interviews. Table 2 shows their background information. The objective of the first round was to explore the factors that were important in using Facebook for communicating with users from users' point of view. The second round of interviews aimed to rank all factors based on their perceived importance. Interviews started by outlining the objectives of the research and explaining the notion of critical success factors for organizations. The first round of the interviews included only open-ended questions, with questions exploring the reasons organizations embarked on a presence on Facebook, their experience with how they used Facebook for interacting with customers, and the factors participants found important in using Facebook to interact with users. On average, interviews took 1.5 hours, with frequent elaboration and clarification on each factor. The first round of the interviews was concluded by explaining the notion of critical success factors to the participants and asking them to nominate three to five critical factors that an organization would not survive without carefully considering them. After consolidating the nominated factors from all interviews, nine factors were identified. Out of these nine factors, the following five factors had already been identified in sections 3.1 and 3.2:
x Develop a strategic SNS plan x Provide an added value within the campaign (e.g. iPhone application, a product forum, videos) x Train employees x Regular updates on SNS page x Be committed to the SNS task And the following four factors had not been previously identified in sections 3.1 and 3.2:
x Target your audience and provide relevant information: Organizations need to identify and target their audience. 
Ranking Factors
Q-sort methodology was used to measure relative importance of the factors. The objective was to identify which factors are 'more important' than others, so that a small group of critical factors can be distinguished. Q-sort methodology has been designed to measure human subjectivity and viewpoint [32] . While normal factor analysis examines correlation between variables, Q-sort methodology looks for correlations between subjects across a sample of variables. Q-sort method works well with small sample sizes, as statistical reliability or generalizability of the findings to the whole population is of less concern and as the results of this method are the discrete subjective about a measureable concept.
A Q-sort is ranking of statements in accordance with a question or statement. In this method a large number of concepts are presented to respondents who are asked to sort them on a scale of 5 or 7. Respondents need to compare each particular concept or factor against the question and place it under one of the five categories. This will categorize factors into five categories, where the most important category is '+2' and the least important one is '-2'. Next, Q-Sort methodology will require the respondents to compare each factor with other factors under the same category and change the order of factors according to their importance.
In the second round of interviews, the interviewees were asked to rank the factors using Q-sort methodology. Interviewees who participated in the first round were all invited and participated in the second round. They were invited to elaborate on their point of view on each factor and rank them on a scale of 5. The results of this ranking have been summarized in Table  3 . As this table shows, relative importance levels '+1' and '+2' have been used as the cutoff point, and thus the factors within these importance levels have been considered as the critical success factors for customer relationship management on social networking sites. 
Analysis and Discussion
Analysis of the factors suggests that different organizations use Facebook differently and achieve different results. While some organizations had a considerable awareness of Facebook capabilities, others were still trialing its features. This is in line with Activity Theory, as the theory suggests an activity may influence or maybe influenced by its social context [16] , and thus different subjects may achieve different outcomes from a similar activity. A critical success factor model identifies a small number of factors that are essential for organizations to succeed. This study therefore considered factors with a relative importance of '+1' and '+2' as those few factors that organizations need to pay particular attention to successfully use SNSs for customer relationship management. Factors in this group demonstrate two distinguishable themes:
x A customer-centric approach to the SNS campaign:
This theme includes four factors, (i) Let the users/consumers participate, (ii) Be, work, and think customer-centric, (iii) update your SNS page, and (iv) Try to be honest and authentic during the campaign. This theme highlights the importance of an honest and close relationship with users on social networking sites. The theme emphasizes that organizations need to provide a dynamic environment in which contents are regularly updated, users can freely participate in the campaign, and quick and appropriate responses to both positive and negative comments are provided. x Developing an SNS strategic plan: Three factors fall into this theme: (i) Develop a strategic SNS plan, (ii) Ability to measure and monitor outcomes, and (iii) Being committed to SNS task. These factors emphasize that a successful campaign on SNSs requires organizations to develop a strategic plan which outlines organizations' objectives and goals, to integrate SNS activities with other forms of online and offline marketing, and to measure the performance of their SNS campaign.
The above CSFs stress that the key step for organizations to succeed in an SNS campaign is development of a strategic plan built around a dynamic and active customer relationship management, which clearly identifies objectives and regularly measures and monitors the expected outcomes.
The next group of the factors in Table 3 comprises factors with a medium importance level, or '0', in the Q-sort method range. Factors in this group play a 'supportive role' by helping organizations to more effectively implement the CSFs in 'group one'. They have been categorized into three themes:
x Training and development of human resources: The two factors in this theme (i) Prepare/train your employees and (ii) avoid unethical crisis, demonstrate the importance of using knowledgeable staff for SNSs campaigns. SNS staff needs to understand the difference between the SNS environment and other communication channels with customers. This is important not only for an effective communication with SNSs users, but to avoid any crisis due to the organization's unethical actions or inappropriate responses to the customers' behavior on the organization's Facebook page. Lastly, the rest of factors have been categorized as '-1' and '-2', meaning that they have the least importance in organizations' attempt to use SNSs for customer relationship management. These groups include four factors: (i) Level of knowledge and expertise about SNS; (ii) Company's experience in SNS; (iii) Ability to detect click frauds; and (iv) Try to tell a story about your organization. Lower scores for these factors may indicate that they do not need urgent attention from organizations for communication with users at early stages of SNS adoption. Perhaps considering these factors at the later stages of SNS adoption may help organizations to concentrate on more important factors and to more efficiently achieve the desirable outcomes.
Conclusion and Future Studies
The growing popularity of social networking sites has encouraged many businesses to embark on establishing a presence on these sites and, in particular, on Facebook. Despite the simplicity of creating a business page on Facebook and ease of use of its content generation tools, many businesses are unsure of factors they need to consider when they use Facebook to communicate with their potential and current customers. One reason that organizations have not yet been successful in their adoption of SNSs is that they have a lack of understanding of what these websites are, and what priorities organizations need to consider when they embark on establishing a presence in social media [4] . Also according to Activity Theory, often what organizations may seem to be doing might be different from what they actually planned to do, or even different from what they actually do. This may explain why amongst many organizations on Facebook, only some of them believe their Facebook activities pay off and that they should continue and capitalize on what they have been doing. Whereas many other organizations are unsure about how to properly use Facebook for CRM purposes and how to ensure about its return on investment [7, 17] . This study is an attempt to address this gap in the literature by analyzing the literature as well as the content of online discussions and SNS experts' opinions, and identifying a set of critical success factors (CSFs) that organizations need to use for successfully communicating with users.
These CSFs in particular emphasize that organizations need to develop a strategic plan for SNS campaigns, which clearly identifies objectives and regularly measures and monitors the expected outcomes, and which is built around a dynamic and active customer relationship management. The findings of this study show that many organizations are still unsure of their objectives from having a presence on Facebook. Mainly they are there just because their competitors are on Facebook.
Many small to medium size organizations do not have a written plan for resource allocation and development of their presence on Facebook. Furthermore, most of these organizations consider social networking sites and Facebook as an advertising tool, where they push promotional information. Yet, the findings of this study show Facebook should be looked at as a tool for developing a close relationship with customers, where information is provided to inform and educate customers. Facebook campaigns should be used to create a community and where customers feel they are part of the community. This may further encourage them to contribute to the Facebook campaign in different ways. For example, in one of the participating organization's Facebook page, customers helped other customers by responding to their inquiries much earlier than the organization did. Some customers were also actively contributing to product development and customer services by providing suggestions. These types of behaviors were mainly motivated by the organization's close relationship with customers, established mainly as a result of honesty with customers in regards to products and services characteristics and their terms and conditions of use as well as price and complaint handling structures.
In addition, this paper has identified a set of other factors that, while they are also important for a successful use of Facebook for communication with users, they may be considered at a lower priority and be looked at as guides and implementation tools which help organizations to achieve the critical success factors.
The factors identified in this research can be input for future studies for empirically assessing the extent to which organizations successfully communicate with SNSs users and for identifying the areas organizations may need to improve for enhancing their presence on SNSs. The findings of this study may also be used as guidelines for organizations for development of an SNS strategic plan and for measurement of their performance on social networking sites. Furthermore, while many participating organizations found Facebook a good way for communicating with customers, the return on their investment for an active presence on this website is still unclear for them. That ambiguity discouraged many organizations from extending their services on Facebook. Future studies could therefore define a return on investment on SNSs campaigns and investigate whether or not, and also to what extent, an investment on Facebook, in particular, and on SNSs, in general, would be worthwhile for organizations.
